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Organizational  development  is  an  effort  planned,  organization- 
wide,  and  managed  from  the  top  to  increase  organizational  effective¬ 
ness  and  health  through  planned  Interventions  in  the  organization's 
"processes"  using  behavioral-science  knowledge.  It  is  an  effective 
way  to  cope  with  the  rapidly  changing  environment  facing  both  the 
industrial  and  military  community  today.  Dy  use  of  a  brief  historical 
development  of  management  theory  coupled  with  the  need  for  adapting 
to  change  and  the  knowledge  based  on  five  years  of  Organizational 
Development  practice,  an  approach  to  determining  whether  Organiz¬ 
ational  Development  can  be  used  in  the  military  is  supplied,  jhe 
author's  conclusion  is  that  Organizational  Development  can  and  should 
be  adopted  within  the  military  establishment.  Some  specific  suggestions 
are  made  r.garding  conditions  to  look  foi  which  favor  a  successful 
OD  experience  and  soae  conditions  which  will  leau  to  failure. 
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ORGANIZATIONAL  DEVELOPMENT  II!  PRACTICE 
INTRODUCTION 

What  is  Organisational  Development?  How  has  it  been  applied 
in  Industry?  Where  and  how  might  it  be  applied  within  the  military 
establishment?  Beforo  these  questions  may  be  answered  it  is  neces¬ 
sary  to  review  briefly  tho  recent  history  of  management  theory,  and 
provide  a  definition  of  what  Organizational  Development  (OD)  con¬ 
stitutes  within  the  framework  of  this  essay.  A. brief  discussion 
of  the  causes  for  the  adoption  of  OD  by  industry  will  be  provided 
together  with  their  implications  for  the  military  environment.  A 
review  of  the  specific  application  of  OD  to  an  industrial  sit¬ 
uation  with  emphasis  on  the  author's  involvement  during  the  past 
five  years  in  applying  some  OD  concepts  in  a  manufacturing  facil¬ 
ity  of  a  major  consumer  goods  company -will  be  provided.  Suggestions 
will  be  made  as  to  why  the  military  establishment  should  consider 
utilizing  OD;  where  it  might  be  applied  initially;  and  what  is 
required  to  be  successful, 

1.  All  AG,,  h  HT  TH  Ol-.Y  DEVELOPMENT 

Since  the  early  nineteen  hundreds  the  emphasis  In  manage¬ 
ment  theory  has  been  on  means  to  improverne  "motivation"  and  "pro¬ 
ductivity".  Frederick  '.V.  Taylor  is  general  considered  the  father 
of  scientific  management.  He,  together  with  other  'writers  such 
as  frank  and  Lillian  Gilbreth  and  Henry  L.  Gantt,  stressed  e  ra¬ 
tional  approach  to  a  taining  improved  productivity.  The  analyt¬ 
ical  approach  applied  to  each  job,  and  the  subsequent  stratifi¬ 
cation  of  jobs  into  small  highly  repetitive  elements,  made  a  ma- 
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Jor  contribution  to  industrial  productivity  increases.  It  also 
created  a  number  of  problems  in  terms  of  human  relations.  It  was 
an  effective  but  unfeeling  methodology. 

Following  World  War  II  the  management  theme  became  one  of 
"human  relations".  This  was  however  mostly  concerned  with  motivaw 
tion  based  upon  increased  pay  and  benefits.  This  approach  did  not 
meet  with  the  success  oxpected.  In  the  mid  and  late  ly^O'e  there 
became  an  increasing  interest  n  he  theory  related  to  man's  so¬ 
cial  needs  and  how  meeting  them  might  lead  to  improved  produc¬ 
tivity  and  motivation.  Two  of  the  ltey  contributors  to  these  theo¬ 
ries  were  Chris  Argyris1  and  A.  H.  Maslow2.  Argyris  argued  that  the 
properties  of  formal  organizations  and  the  needs  of  the  individual 
worker  are  incongruent  with  each  other,  he  felt  there  was  a  strong 
barrier  between  the  "scien i x fic  management"  approach  and  the  needs 
of  the  individual.  He  based  part  of  his  work  on  Maslow's  "hierar¬ 
chy  of  needs"  concept.  As  a  iesult,he  viewed  the  individual "a  needs 
changing  from  basic  food,  clothing,  and  shelter,  on  through  a  hier¬ 
archy  of  love  and  affection,  self-esteem,  autonomy,  and  self-actual¬ 
ization. 

Traditional  organizations  tend  to  frustrate  the  individual's 
goals  of  personal  growth  and  independence  by  tight  reliance  on  con¬ 
trol,  productivity,  and  systematized  authority  relationships.  The 
workers  response  to  th^e  -frustrations  is  seen  more  often  today  in 
situations  such  as  the  strikes  and  disruptions  at  the  General  Motors 
Lordstown  Plant  and  at  various  other  autmobile  manufacturing  plants, 

'.'/hile  Argyris  sees  the  basic  problem  for  managers  as  one  of 
reducing  the  degree  of  dependency,  submission,  and  frustration  ex- 
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perienced  by  employees  by  offering  job-enlargement  and  employee  cen- 

* 

tered  leadei’ship,  Douglas  M.  McGregor  presented  a  different  approach 
in  I960.  In  his  book  The  Human  aide  of  Enterprise  emphasis  is  placed 
on  his  belief  that  management  has  created  the  incongruities  between 
organizational  and  employee  goals  because  it  has  made  erroneous 
assumptions  regarding  the  kinds  of  employee  motivations  that  exist. 

He  generalized  a  new  set  of  assumptions  which  reflect  a  changing 
value  base.  His  "Theory  Y"  assumptions  are  one  of  the  key  elements 
in  developing  the  organizational-employ  e  relationship  needed  to 
cope  with  the  new  environment  of  the  lv70's.  Theory  Y  is  a  process 
of  creating  opportunities,  releasing  potential,  removing  obstacles, 
encouraging  growth,  and  providing  guidance. 

There  have  been  several  other  authors  whose  contributions  to 
the  re-thinking  of  tlae  role,  values,  and  needs  of  individuals  and 
organizations  have  contributed  to  the  growth  and  development  of  what 
I  consider  OD.  Appendix  I  provides  a  suggested  reading  list  together 
with  a  list  of  some  films  available  on  the  subject  of  OD  and’ the 
concepts  of  several  key  authors  in,  this  field. 

ORGAEIZA'i  I  ORAL  DEVELOPMENT  DEFINED 

As  the  concepts  and  theories  relating  to  individual  and  organ¬ 
izational  growth,  motivation,  and  pj oductivl ty  proliferated  in  the 
late  I9p0's  and  early  19(0' s,  the  term  "Organizational  Development" 
came  to  mean  different  things  to  different  people.  It  was  used  in 
the  context  of  many  different  activities  such  as:  (1)  the  simple 
growth  of  an  organization  from  conception  to  maturity;  (2)  train¬ 
ing  experiences  ranging  from  "management  development"  thrugh 
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"sensitivity  training" ;  (3)  systems  development  and  research;  and 
(4)  the  consideration  of  human  resources  in  an  organisation  plus  the 

4 

non -human  resources. 

OD,  as  used  in  this  esoay  is  test  described  as  follows; 

"Organizational  Develop  ent,  or  OD  as  it  is  sometimes 
called,  is  a  reorientation  of  man's  thinking  and  behavior 
toward  his  work  organizations.  It  applies  the  scientific 
method  and  its  underlying  values  of  open  investigation  and 
experimentation  to  individual  and  group  behaviors  as  they 
are  directed  toward  the  solution  of  work  problems.  It  views 
both  man  and  change  optimistically.  It  applies  a  humanistic 
value  system  to  work  behaviors.  It  asuumes  people  have 
the  capability  and  motivation  to  growth  throu  h  learn¬ 
ing  now  to  improve  their  own  work  climate,  work  process¬ 
es,  and  their  resulting  products.  It  accepts  as  inevitable 
the  conflicts  among  the  needs  or  the  individuals,  work 
groups,  and  the  organization,  but  advocates  openly  con¬ 
fronting  those  conflicts  using  problem  solving  strategies. 
Its  goals  are  to  maximize  the  utilization  of  organization 
resources  in  soJving  work  pro  lemc  through  the  optimum  use 
of  human  pot;ntial.  l.yrnan  K.  Randall,  reprinted  y  per¬ 
mission  of  the  author."  5 

"Organization  development  is  an  effort  (1)  planned.  (2) 
or^anization-wldo.  and  (3)  managed  fro.  the  top  to  (4) 
Increase  organisational  effectiveness  and  health  through 
(5)  planned  .interventions  in  the  organization's  "process¬ 
es"  using  behavioral-science  knov/lodge."  6 


THiS  WEI!..:  FOR  0R(  AKI ZAT ION AL  DEVELOP.-, ENT 


There  are  two  basic  reasons  for  utilizing  OD  today.  The  emphasis 
on  management  development  and  changes  ir.  managerial  stylo  are  often 
frustrated  by  the  organization.  A  9»9  style  manager  won't  last  long 
in  a  9,1  style  environment,  The  manager  has  the  same  individual 
need  for  ;  ersonal  growth  and  e.-.pression  as  any  other  human  being. 

The  second,  and  perhaps  more  important, reason  for  utilizing 
OD  is  to  cope  with  the  rapidity  of  change  each  organization  faces 
today.  How  does  this  relate  to  OD? 

"For  Ihose  concerned  with  organizational  theory  and 
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with  organizational  development  work,  these  are  exciting 
and  challenging  times*  Pro. ably  never  before  have  the  is¬ 
sues  at  the  interface  between  changing  organizations  and 
maturing  men  been  so  apparent,  so  comploxling,  and  of  such 
potentially  critioal  relevance  both  to  organizations  and 
to  man.  And  to  a  considerable  extent,  the  sparks  at  the 
interface  reflect  differences  in  values  noth  within  the 
organization  and  within  man— human  values  which  are  coming 
loose  from  thoir  moorings,  whose  functional  relevance  is 
being  re-examined  and  tested,  and  which  are  without  ques¬ 
tion  in  transition. 

Organizations  themselves  are  faced  with  ferment  and  flux. 
In  Increasing  instances,  the  older  bureaucratic  model— 
with  its  emphasis  on  j.  eiativeiy  rigid  structure,  well  de¬ 
fined  functional  specialization,  direction  and  control  ex¬ 
ercised  through  a  formal  hierarchy  of  authority,  fixed 
systems  of  rights,  duties,  and  procedures,  and  relative 
impersonality  of  human  relationships— is  no  longer  ade¬ 
quately  responsive  to  the  demands  placed  upon  it  both 
from  outside  and  inside  the  organization."  7 

"It  is  my  premise  that  the  bureaucratic  form  of  organiza¬ 
tion  is  out  of. joint  with  contemporary  realities;  that 
new  shapes,  patterns,  and  models  are  emerging  that  promise 
drastic  changes  in  the  conduct  of  the  corporation  and  of 
managerial  practices  in  general."  8 

The  xecuring  theme  of  changing  values  is  perhaps  the  greatest 

reason  for  any  organization  adopting  OP.  Bichard  ueckhard  cites. 

change  in  both  the  environment  and  man  as  a  si.nificant  cause  for 
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developing  positive  strategies  in  OD.  'll arren  G.  Bennis  states  that 
"Organizational  Development  is  necessary  whenever  our  social  insti¬ 
tutions  compete  for  survival  under  conditions  of  chronic  change,10 
The  military  environment  has  also  reflected  some  awareness  and 
concern  over  changing  vales.  "If  the  military  establishment  is  to 
remain  viable  in  this  era  of  social  change,  management  at  all  levels 
must  completely  understand  this  new  generation  of  Americans. .  .and. 

the  modern  concepts,  values,  and  attitudes  which  motivates  them."11 
"...  Today’s  soldier  is  concerned  with  what  is  tailing  place  now..,. 

j.oday’6  young  soldier  fcelc  that  any  person  in  authority  must  have 

proper  credentials. . .Individuality  is  the  key...,"1^ 
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"In  the  context  of  major  change,  often  the  methods  of  oper 
ation  that  proved  effective  with  past  problems  becomes 
obsolete.  The  military  organization  in  the  past  relied 
heavily  on  tradition,  standard  operating  procedures,  and 
clear  lines  of  hierarchical  authority  for  effective  func¬ 
tioning....  Recognition  of  Inconsistencies  between  present 
practice  and  pr  sent  need  is  stimulating  a  good  deal  of 
self  examination  among  more  progressive  Air  Force  loaders. 
13 

"Two  broad  characteristics  are  predicted  for  organizations 
in  the  next  twenty  years.  First,  existing  organizations 
will  become  more  informal  in  their  structure  as  they  find 
traditional  patterns  unresponsive.  Along  with  flexibility, 
the  second  characteristic  kill  be  diversity.  As  a  grww-, 
ing  portion  of  our  ;eople  cam  afford  nonsubolstance  act¬ 
ivities,  more  and  more  activities  and  organizations  will 
be  generated."  14 

"...  The  functions  of  management  in  both  the  private  and 
public  sectors  are  the  same.  The  sameness  cannot  be  found 
on  the  level  of  profitability.  It  is  the  basic  foundation 
amd  rational  for  management  that  all  organizations  have 
in  common.  This  overriding  core  of  management  is  the  cre¬ 
ation  of  sin  atmosphere  or  environment  wheieny  a  designated 
group  cam  carry  out  tho^e  functions  necessary  to  accom¬ 
plish  stated  goals."  15 

Although  there  is  a  growing  awareness  in  both  the  industrial 
and  military  community  that  adapting  to  change  rapidly  and  effec¬ 
tively  is  essential,  not  everyone  agrees.  Change  always  results  in 
resistance  by  some  people.  One  military  view  towards  change  is 
expressed  in  the  position  that  "leadership"  or  "commanderehip"  will 
meet  the  challa"ge*  LTC  Robert  Leider  stated  a  not  untypical  view 
in  hie  article  "Must  Tho  Professionals  Stop  Aside  Again?"  ^  in  the 
OD  area  it  is  possible  to  find  examples  of  failure.  There  is  no 
single  way  to  cope  with  change.  I  believe,  based  on  five  years  of 
successful  experience,  that  tho  concepts  of  OD  dellniatod  in  this 
essay  and  the  suggested  readings  will  offer  to  the  military  estab¬ 
lishment  some  viable  approaches  to  improved  utilization  of  our 
limited  resources. 
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ORGANIZATIONAL  DEVELOPMENT  IN  ACTION 


Although  this  section  vd.ll  primarily  relate  the  author's  experi- 
ence  in  the  development  and  application  of  OD  in  A  specific  indue- 
trial  plant,  there  are  several  excellent  articles  available  to  show 
what  other  companies  have  done.  Two  in  particular  are  worth  reading* 
"How  Texas  Instruments  Turns  Its  People  On"^  and  "The  Plant  That. 

Kune  On  Individual  Initiative"^ . 

Before  reviewing  how  ay  company  became  involved  in  an  OD  effort, 
it  seems  appropriate  to  attempt  to  put  to  rest  a  major  misconception 
about  OD  as  a  managerial  style  or  strategy.  OD,  as  the  term  is  used 
in  this  essay,  is  not  "soft  management";  it  is  aai  a  "country  club  . 
style"  of  management ;  and  above  all  it  is  not  abdication  of  manage¬ 
ment.  It  is  a  tough  style  of  management  which  requires  the  partici¬ 
pants  to  develop  good  interpersonal  relationships,  trust,  openness,, 
candor,  and  the  willingness  on  confront  problems  directly. 

OD  has  tended  to  be  evolutionary  rather  than  revolutionary  in 
my  company.  Much  of  our  manufacturing  management  started  reading 
about  subjects  such  as  job  design,  n -w  management  styles,  motivation 
and  productivity  in  the  early  lyGo's.  The  general  stategy  was  for 
both  the  Industrial  Engineering  Division  and  Industrial  Relations 
Division  to  provide  suggested  readings  to  the  Plant  Manager,  Personnel 
Manager,  and/or  Industrial  Engineer  at  each  plant.  As  interest' grew, 
the  information  aid  training  opportunities  were  provided  to  other 
managers  within  each  plant.  By  the  mid  1%0's  most  of  our  managers 

were  familiar  with  Theory  X  -  Theory  Y,  the  hierarchy  of  needs,  etc. 

19  ;>o 

from  reading  books  by  Saul  Gellerman  ,  Douglas  McGregor”  ,  and 
21 

Chris  Argils  •  This  was  followed  by  conference  attendance  at 
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company  conducted  and  outside  organizations  such  ae  KIT  and  UCLA, 
Several  hundred  of  our  managers  had  attended  w^ek  long  Managerial 

pp 

Grid,  Phase  I  training  based  on  the  work  of  Blake  and  Kouton  • 

In  1%7  a  new  management  team  was  assembled  to  design,  build, 
and  operate  a  now  consular  products  manufacturing  facility.  This 
plant  was  to  combine  the  traditional  corporate  objectives  of  low 
cost,  high  quality,  and  customer  service  with  the  concepts  of  Theory 
Y,  Job  enrichment,  and  the  integration  of  individual  and  organiza¬ 
tional  goals.  The  task  has  not  been  easy  nor  io  it  easy  to  put  into 
words  what  has  been  accomplished. 

The  author  was  one  of  six  managers  who  consitutod  the  team  in 
early  I968  that  was  to  develop  a  strategy  to  implement  the  charter 
we  had  from  the  company.  It  was  not  easy.  Although  all  of  us  had 
the  training  and  background  information,  we  didn't  know  each  other 
nor  did  we  have  a  good  idea  of  how  to  approach  the  problem.  .Vo  did 
generally  agree  that  OD  offered  an  excellent  opportunity  to  letter 
utilize  our  rosourcea,  and  to  achieve  the  integration  of  personal 
and  corporate  goals.  J  ,/e  felt  a  need  for  change  in  many  areas: 
managerial  strategy;  structure  and  roles;  inter,.. roup  collaboration; 
open  communications;  approaches  to  motivation;  and  the  creation  of  a 
climate  different  rrom  our  traditional  plants. ^  Appendix  II  lists 
our  basic  concepts  although  this  is  a  ref  nod  version  piepaied  in 
1971.  Our  early  ooncept  was  not  as  elaborate.  It  said  essentially, (1) 
we  want  to  do  what  is  right  for  the  indiviual  and  the  company,  (2) 
we  rant  to  create  a  climate  that  will  encouiage  everyone  to  develop 
to  his  full  potential. 
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The  implementation  of  OD  requires,  as  definod  earlier,  planning, 
organization  vdde  effort,  and  top  management  support.  All  of  this 
was  present  in  our  effort  to  appljr  OD.  Although  1  will  discuss 
activities  such  as  team  building,  organizational  structure,  and 
Job  design,  it  is  important  to  keep  two  factors  in  mind  as  you  read 
on:  (1)  although  discussed  sequential,  these  activities  are  s  rongly 
inter-reiated  and  must  ■  e  worked  together;  and  (2)  the  real  key  to 
OD  success  is  not  activities  but  attitude  which  will  create  and 
maintain  the  required  climate  within  the  organization.  Climate  or 
atmosphere  is  difficult  to  define  but  without  the  feeling  by  the 
people  within  the  organization  that  openness,  honesty,  candor,  and 
interpersonal  feedback  arc  acceptable  means  of  behavior,  the  OD 
effort  will  be  unsuccessful.  You  don't  get  a  good  climate  with 
talk,  only  with  positive  actions  by  everyone  at  every  level.  We 
based  our  considerations  of  structure,  Job  design,  and  otper  areas 

25 

on  a  socio-technical  system  concept.  As  a  result  we  were  concerned 
with  both  internal  and  external  forces  on  our  organization. 

Our  early  e "forts  focused  upon  team  ouilding  since  although  the 
sir.  managers  were  committed  to  OD,  it  meant  different  things  to  each 
of  us.  ■  >Ve  had  to  work  out  our  interpersonal  relationships,  develop 
openness  and  tru_t,  and  feel  free  to  provide  feedback  with  candor. 
This  brines  up  a  key  point.  To  get  started  in  OD  it  is  extremely 
desirable  co  hire  an  outside  consultant  to  help  you  get  started  in  . 
the  most  effective  manner.  An  outside  consultant  can  point  out  inter¬ 
personal  conflicts  that  are  being  avoided  and  thus  are  interfering 
with  problem  solving.  »Ve  used  several  ov.r  the  five  years.  As  we 
developed  our  own  process  skills  we  found  less  need  for  the  consult- 

9 


ant .  With  their  help  we  developed  the  ability  in  our  team  to  work 
together  more  effectively.  What  we  learned  by  trial  and  error  is  now 
covered  well  by  Warren  Bennie  and  Richard  Beckhard  . 

Our  team  building  action  model  involved  a  listing  of  problems 

seen  by  each  of  us  and  discussed  with  the  consultant;  the  feeding 

back  of  this  data  during  a  two  day  off  site  meeting  with  the 

consultant;  and  the  forced  confrontation  of  Interpersonal  problems 

with  the  consultant's  help.  The  confrontation  area  was  one  part 

missing  from  the  OD  literature  at  the  time  we  started.  It  is  critical 

to  successful  OD  application.  “There  is  no  roal  growth-there  is  no 

real  dev-lopment-in  the  organization  or  in  the  individual  within  It 

2ft 

if  they  do  not  confront  and  deal  directly  with  their  problems." 

It  is  difficult.  Without  a  foundation  having  been  built  of  trust, 
you  feel  alone  as  you  take  a  risk  to  tell  your  boss  he  is  wrong.  It 
does  work  and  it  is  only  effective  if  you  work  at  it  all  the  time 
in  a  positive  manner. 

Following  our  team  building  efforts,  we  felt  so  strongly  about 
the  need  for  developing  these  relationships  throughout  the  organi¬ 
zation  that  we  devoted  a  full  week  to  team  building  activities  for 
the  now  people  v;e  hired.  An  outline  of  topics  is  included  in -Appendix 
111.  .Ve  use  a  two  day  seminar  with  greater  stress  on  interpersonal 
relationships,  the  need  for  authentic  relationships  based  on  caring 
and  communicating,  and  effective  feedback.  This  is  possible  now 
because  of  several  years  . xposure  by  our  people  to  the  proper  climate 
plus  the  increased  in-house  OD  skills  in  process  conultation.  "To 
be  that  which  one  (an  individual  or  group)  truely  is— to  be  auth¬ 
entic— is  a  central  value  to  us.  Honesty,  directness,  congruence,  if 
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widely  practiced,  create  an  organizational  atmosphere  in  which  ener¬ 
gise  get  focused  on  real  problems  rather  than  game  playing...."  ^ 

Our  organizational  structure  and  the  job  design  for  our  employ¬ 
ees  are  intertwined.  To  provide  opportunities  for  individual  growth 
and  a  challenging  job  wc  eliminated  one  level  of  management.  This 
allowed  more  of  the  planning  and  controlling  functions  to  be  passed 
to  our  employees,  nixce' t  for  the  Plaint  Manager,  Personnel  Manager, 
and  Accounting  Manager, and  their  clerical  staff,  everyone  was  related 
to  one  of  the  operating  modluos.  Unlike  the  traditional  plant,  the 
major  staff  function  were  included  within  modular  responsibilities. 
With  this  we  saw  four  teams  existing:  (1)  the  total  plant  team  of 
management,  clerical,  and  technicians,  (2)  the  Plant  Manager's  teem 
of  himself,  the  Personnel  Manager,  Accounting  Manager,  and  the 
two  modular  Operations  Managers,  and  (3)  the  two  modular  teams'. 

This  was  too  simple  a  view  axid  did  not  taka  into  account  the  fact 
that  a  team  is  r  ally  the  relevant  people  t  solve  a  problem.  As 
a  result  we  have  a  great  many  teams  in  a  matrix  type  of  organization. 
Appendix  IV  shows  the  major  teams  and  their  overlapping  relationships. 
The  teams  are  represented  by  circles  to  indicate  their  fully  rounded 
responsibilities.  They  interact  with  each  other.  Trains  blend  bovh 
vertically  and  horizontally.  Individuals  within  teams  will  act  as 
boundry  managers  within  or  outside  the  plant  to  interface  with  the 
appropriate  people.  This  conceptually  fits  with  our  job  design  which 
requires  total  responsibility  by  the  individual  for  planning  and 
controlling,  as  well  as  doing  types  of  action.  It  is  not  a  unique 
concept.  It  has  a  relationship  to  Likert’s  "linking-pin"  concept.^® 
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It  is  also  consistant  with  the  views  of  Lawrence-LorBch  regarding 

the  basic  definition  of  an  organization,  the  interdependency  of  its 

parts,  and  its  morphogenic  properties.  The  teams  continue  to  change 

and  grow  to  moet  the  changing  environment  both  inside  and  outside 

the  plant.  A  team  needs  to  be  able  to  cope  with  three  interfaces! 

(1)  organization-environment ;  (2)  group  to  group;  and  (3)  individ- 

ual  to  organization.  Dealing  with  the  process  is  critical  to 

8UC68S .  We  are  not  always  successful  but  we  have  been  able  to  develop 

internal  process  consultants  in  both  management  and  technician 

personnel  who  have  the  ability  to  sense  whore  we  are  falling  to  be 

authentic  in  our  relationships  or  to  confront  interpersonal  problems. 

Edgar  li.  Shein  provides  some  excellent  insights  into  what  role 

process  consultation  plays  in  OD.^ 

Broad  Job  design  was  a  key  concept  in  formulating  our  plans. 

To  permit  broad  job  design  we  were  able  to  design  out  many  jobs 
which,  in  traditional  plants  offer  little  or  no  opportunity  for 
personal  growth.  This  can't  be  done  everywhere.  The  key  is  to  recog¬ 
nize  this  type  of  job  and  try  to  match  people  to  the  job.  We  found 
that  some  people  do  not  like  added  responsibility  nor  do  they  want 
to  have  an  opportunity  for  planning  or  control  of  their  work.  This 
is  important  to  recognize  because  as  was  stated  earlier,  OD  is  not 
a  cure-all  for  organizational  problems.  The  concepts  used  must 
fit  the  organization.  Some  guides  to  deciding  if  OD  is  for  your 
organization  will  be  covered  laier. 

For  those  jobs  which  are  available  we  have  attempted  to  provide 
through  our  pay  structure  and  environment  both  the  opportunity  and 
incentive  for  the  individual  to  reach  out  for  added  responsibility. 
This  concept  was  influenced  greatly  by  the  writtings  and  talks  by 
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It  is  also  consistent  with  the  views  of  Lawrence-Lorsch  regarding 

the  basic  definition  of  an  organization,  the  interdependency  of  Its 

parts,  and  its  morphogenic  properties. ^  The  teams  continue  to  change 

and  grow  to  meet  the  changing  environment  both  inside  and  outside 

the  plant.  A  toain  needs  to  be  able  to  cope  with  three  interfaces: 

(1)  organization- environment ;  (2)  group  to  group;  and  (3)  individ- 

ual  to  organization.  Dealing  with  the  process  is  critical  to 

sucess.  We  are  not  always  successful  but  we  have  been  able  to  develop 

internal  process  consultants  in  both  management  and  technician 

personnel  who  have  the  ability  to  senes  where  we  are  falling  to  be 

authentic  in  our  relationships  or  to  confront  interpersonal  problems. 

Edgar  U.  Shein  provides  some  e: cellent  insights  into  what  role 

process  consultation  plays  in  OD.  ^ 

Broad  Job  design  was  a  key  concept  in  formulating  our  plane. 

To  permit  broad  Job  design  we  were  able  to  design  out  many  Jots 
which,  in  traditional  plants  offer  little  or  no  opportunity  for 
personal  growth.  This  can't  be  done  everywhere.  The  key  is  to  recog¬ 
nize  this  type  of  job  and  try  to  match  people  to  the  job.  We  found 
that  some  people  do  not  like  added  responsibility  nor  do  they  want 
to  have  an  opportunity  for  planning  or  control  of  their  work.  This 
is  important  to  recognize  because  as  was  stated  earlier,  OD  is  not 
a  cure-all  for  organizational  problems.  The  concepts  used  must 
fit  the  organization.  Some  guidas  to  deciding  if  OD  is  for  your 
organization  will  be  covered  later. 

lror  those  jobs  which  are  available  we  have  attempted  to  provide 
through  our  pay  structure  and  environment  both  the  opportunity  and 
incentive  for  the  individual  to  reach  out  for  added  responsibility. 
This  concept  was  influenced  greatly  by  the  writtings  and  talks  by 
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Dr.  M,  Scott  layers  of  xexaa  Instruments,  One  of  our  early  reading 
on  job  design  and  motivation  was  Dr.  Meyers'  "Who  Are  lour  Motivated 
Workers?"^' We  also  had  an  opportunity  to  discuss  with  him  material 
from  "Every  Employee  A  Manager Our  experience  strongly  supports 
in  conclusions*  Our  employees  have  substantial  ownership  in  the 
operation  of  the  plant.  The  talk  in  the  break  area  is  nearly  always 
related  to  plant  problems:  obtaining  raw  materials,  working  with  the 
Engineering  Division  to  get  help  on  their  project,  etc.  There  are 
problems.  In  some  cases  poor  training  or  communications  by  manage¬ 
ment  has  failed  to  get  the  individual  to  effectively  do  the  total 
Job  rather  than  just  what  ia  fun  for  him.  Overall  our  job  design, 
organizational  structure,  team  organization,  and  climate  have 
resulted  in  superior  results  for  the  company  and  the  individual. 

The  development  of  trust,  opsnnoss,  candor,  and  good  inter¬ 
personal  relationships  is  a  time  consuming  process.  Do  not  start 
with  OD  unless  you  are  will  to  keep  at  it  full  time  for  years.  We 
are  still  learning  and  growing  after  five  hard  years.  We  have  been 
open  with  our  people  to  a  greater  degree  than  any  where  else  in  our 
company.  Our  technicians  are  aware  of  unit  expenses  for  our  brands} 
they  help  prepare  parts  of  the  plant  budget;  they  have  been  invol¬ 
ved  in  establishing  production  targets  in  terms  of  both  cases  and 
line  efficiencies;  and  they  have  boen  involved  in  deciding  the 
best  way  to  operate  including  crew  size,  number  of  shifts,  and 
overtime  needed.  The  key  to  our  succesful  attainment  of  corporate 
goals  of  low  cost,  high  quality,  and  customer  service  has  been  to 
involve  the  appropriate  people  in  decision  making  based  on  their 
having  the  relevent  facte.  Those  people  who  can  contribute  compose 
the  decision  team. 
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Z  had  mentioned  earlier  that  our  design  Is  based  on  a  socio- 
te;chnical  systems  approach*  Our  work  was  based  upon  the  understanding 
of  systems  design  and  analysis  as  presented  by  Eric  Trist^®  and 
F.  F.  Emory. From  this  open  system  concept  we  became  more  aware 
of  the  environment  around  us  as  a  plant  and  the  need  to  both  recog¬ 
nize  and  cope  with  it.  The  plant  as  an  enterprise  both  affects  and 
is  affected  by  its  external  environment.^®  Because  of  this  inter¬ 
action  th  re  is  a  need  to  manage  the  boundrles  or  interface  points. 
This  was  especially  clear  to  us  .as  we  put  into  operation  concepts  of 
organization  and  responsibility  that  were  not  accepted  at  that  time 
by  corporate  staff  divisions.  Without  the  strong  boundry  manager 
present  in  our  Division  Manager  it  is  possible  that  our  attempt  to 
apply  uD  would  have  been  much  Jess  successful. 

One  final  comment  related  to  our  organization.  One  of  its 
strengths  is  the  value  system  that  has  developed  organically  by 
members  of  the  plant  through  the  dynamics  of  group  process.  Members 
of  the  organization  continue  to  place  a  high  value  on  the  character 
of  their  interpersonal  relationships  and  continue  to  develop  them 
in  task  group  sessions.  Norms  developed  in  these  sessions  have 
become  a  "code  of  conduct"  for  the  plant.  Some  of  these  norms  are 
listed  in  Appendix.  V. 

I  believe  what  we  have  done  is  applicable  within  any  organ¬ 
ization.  The  specific  a  proaches  and  techniques  will  change  depend¬ 
ing  upon  the  situation.  My  company  has  successfully  applied  these 
same  concepts  ut  in  a  ciiferent  degree  to  some  of  our  traditional 
plants.  It  is  slower  because  of  the  need  to  overcome  y«ars  of 
tradition  and  a  lack  of  candor  that  exists,  but  it  can  be  done. 
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ORGANIZATIONAL  DEVELOPMENT  AND  THE  MILITARY  ENVIRONMENT 


My  basic  premise  is  that  the  OD  concepts  discussed  in  this 
essay  are  applicable  to  the  military  environment.  As  noted  earlier 
some  segments  of  the  military  establishment  have  already  recog¬ 
nized  the  need  to  adapt  to  changing  conditions.  The  most  logical 
area  of  application  lies  in  major  headquarters  and  commands  with 
hon-combat  roles.  Based  on  the  Annual  Defense  Department  Report,  . 
FY  1974,  over  half  the  projected  manpower  at  the  odd  of  FY  1974 
would  fall  into  tho  non-combat  area.  y  The  military  problem  of 
coping  with  change  and  complexity,  on  a  unit  or  command  basis,  is 
not  significantly  different  from  that  of  many  large  companies.  For 
example,  compare  your  situation  to  the  following: 

"...currently  employe  about  13,300  persons. .. .It  is  an 
organization  that  is  highly  interdopendent.  We  have  a 
matrix  organization:  there  are  project  offices  and  func¬ 
tional  areas  of  technical  capabilities....  A  project  off¬ 
ice,  to  perform  its  task,  must  call  upon  capabilities 
and  people  throughout  the  organisation. . . .No  one  can 
really  get  his  job'  done  in  this  kind  of  a  system  with¬ 
out  working  with  others.  As  a  result,  problems  of  rela¬ 
tionships,  of  communication,  of  people  being  effectively 
able  to  problem  solve  with  one  another  are  extremely 
critical."  40 

This  organization  is  one  of  the  leaders  in  the  field  of  practical 
OD  application  on  a  large  scale. 

You  must  start  by  analyzing  your  own  organization  to  see  what 
"teams"  exist  within  the  total  organization.  A  second  analysis  is 
needed  to  review  the  organization  "processes"  such  as  decision¬ 
making  process,  com;,, unication  patterns  and  styles,  relationships 
between  interfacing  grorps,  conflict  management,  and  goal  setting 
to  mention  just  a  few,^^  Appendix  VI  lists  some  assumptions  about 
the  nature  and  functioning  of  organizations  that  will  be  useful 
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In  making  your  analysis.  Baaed  on  the  data -collected  you  must 
then  aak  yourself  several  key  questions  about  you*  organization  to 
determine  if  it  is  ready  to  move  into  OD  or  if  additional  prepared 
tion  Is  needed*  One  goal  the  organization  must  adopt  to  be  success¬ 
ful  is  to  learn  acov\.  OD  change.  Unless  this  goal  is  timely,  economical 
and  fits  the  organizations  needs,  the  OD  effort  will  fail.  Another 
queetlon  which  must  be  ansy/ered  relates  to  the  climate  and  values  in 
the  organization.  As  has  been  noted  earlier,  OD  has  a  set  of  values. 

If  the  two  sets  of  values  are  too  far  apart  OD  cannot  be  applied. 

Two  other  questions  relate  to  each  other:  (1)  have  the  key  people  be¬ 
come  involved  in  the  early  planning  and  (2)  has  adequate  preparation 
been  «ade  by  exposing  key  people  to  the  OD  concepts  to  get  their 
reactions.  OD  requires  top  management  support  and  long  term  commit¬ 
ment.  Top  management  doesn't  havs  to  be  the  Commanding  ueneral  but 
it  does  have  to  be  a  parson  who  has  the  stature  to  act  effectively 

as  a  boundry  man.  ger  with  higher  and  adjacent  organizations  that  may 

U2. 

not  wish  to  change  too. 

Assuming  you  find  the  conditions  right  to  move  into  OD,  what 

kind  of  goale  or  objectives  might  be  right  to  work  towards.  This  will 

depend  on  the  organization,  but  some  goals  might  be: 

"1.  To  develop  a  self-renewing. viable  system  that  can  org¬ 
anize  in  a  variety  of  ways  depen  ing  on  tasks..., 3.  To 
move  toward  high  collaboration  and  low  competition  between 
interdependent  unitjs,...  4*  To  create  conditions  where 
conflict  is  brought  out  and  managed....  To  reach  the 
point  where  decisions  are  mace  on  the  basis  Af  information 
source  rather  than  organizational  role."  43 

Again,  it  is  essential  to  stress  that  the  key  people  in  the  oiganize- 
tion  see  a  need  for  organizational  change  and  that  they  are  will¬ 
ing  to  com... it  to  the  long  term  effort  required  to  succeed. 

16. 


There  is  no  single  solution  to  coping  with  change,  There  are 

some  basic  guides  aa  to  what  can  cause  your  efforts  to  rail: 

"1.  A  continued  discrepancy  bet.;eon  top  management  state¬ 
ments  of  value  and  styles  and  their  actual  behavior. .. .2. 

A  big  program  of  activities  without  any  solid  base  of 
change  goals.... 3*  Confusion  of  ends  and  means. .. .4,  Short 
time  frame.. ..5.  No  connection  between  lahavioral-science- 
orlented  change'  efforts  and  management-services/operatione- 
rossarch-ori anted  change  efforts.. .6.  Overdependence  on 
outside  help....?.  Overdependence  on  inside  apociallsta, . 
..8.  A  large  gap  between  the  change  effort  at  the  top  of 
the  organization  and  efforts  in  the  iddle  of  the  organ¬ 
ization.  .. .9.  Trying  to  fit  a  major  organiztion  change 
effort  into  an  old  structure. .. .10.  Confusing  "good  rel¬ 
ationships"  as  an  end  with  good  relationships  as  a  con¬ 
dition.  . . .11.  The  search  for  "cookbook"  solutions. . , .12. 
Applying  an  intervention  or  strategy  inapproriately. . . *"44 

There  are  also  a  number  of  reasons  why  an  OD  effort  can  be 
sucessful'.ae.it  is  In  my  company.  There  is  a  recognized  need  for 
change.  Someone  in  the  organization  la  willing  to  make  the  diagnosis. 
There  is  strong  leadership  by  key  people.  There  is  a  willingness 
to  taka  risks  in  trying  new  relationships.  The  expectation  exists 
that  the  change  must  be  planned  and  results  will  be  a  long  time  in 
coming  but  progrecs  will  be  made.  There  is  a  willingness  to  accept 
the  feedback  and  other  communications  in  the  climate  being  built 
and  act  appropriately  on  the  data.  The  system  rewards  people  for 
the  effort  of  changing  and  improving. ^ 


At  least  one  segement  of  the  military  has  recognized  the  need: 

"Preparing  for  change  and  assisting  in  the  search  for 
organizational  self-renewal  are  key  responsibilities  of 
every  member  of  the  Air  Force.  New  concepts  of  organiza¬ 
tional  design,  now  techniqu  s  for  organisational  analysis, 
and  new  methods  for  the  development  of  leadership  skills 
provide  potentials  that  were  not  j^reviously  available.  It  la 
becoming  c3.oar  that  conflict  between  needs  for  personal 
-ielf-r.alization  and  the  need  for  organizational  perfor¬ 
mance  and  flexibility  is  unnecessary. "46 
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B.  Saul  W.  Gellerman,  Motivation  and  Productivity. 

3.  h.  Scott  Meyers,  "Who  are  Your  Motivated  Workers?",  Harvard 
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APPENDIX  II 


CONCEPTUAL  BASIS 

Our  plant  is  one  among  many  in  the  Manufacturing  Division  of  our 
Company,  Before  proceeding  to  the  concepts  used  here,  it  is  necessary 
to  understand  the  broad  Manufacturing  Division  functions, objectives, 
and  performance  measurements.  The  following  at at omen t  would  apply 
to  all  manufacturing  plants, 

1,  Manufacturing  Division  Function 

Manufacture  and  ship  Company  finished  products  to  customers. 
Manufacturing  Division  Objective 

Accomplish  the  stated  function  within  designated  qualifications 
in  such  a  manner  as  to  maximize  the  continuing,  long  turn  profit¬ 
ability  of  the  Company. 

3.  Evaluation  of  Division  Performance 

Measure  the  specific  achievements  toward  attainment  of  the 
stated  objective. 

There  are  two  classes  of  concepts  at  our  plant.  First  are  those  of 
a  general  nature  that  would  tend  to  be  used  over  a  long  period  of 
time  as  guides  to  plant  actions.  The  second  group  of  concepts  are 
more  specific  in.  nature  and  represent  today's  interpretation  of  the 
general  concepts.  Over  time,  this  group  of  concepts  could  change 
with  some  being  dropped,  added,  or  modified. 

The  two  general  concepts  applicable  to  our  plant  ares 

1.  Create  a  culture  in  which  there  are  no  artificial  barriers  which 
could  prevent  any  individual  from  making  his  maximum  contribu¬ 
tion  towards  achieving  the  objective  of  the  enterprise. 
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2.  Provide  an  atmosphere  in  which  each  individual  is  proper¬ 


ly  trained,  motivated,  and  rewarded  to  attain  maximum  success 
in  achieve  the  objective  of  the  enterprise. 

The  more  specific  concepts  felt  to  be  applicable  in  today's  situ¬ 
ation  are; 

1.  Broad,  flexible  job  design,  without  restrictive  job  titles 
or  job  boundrles,  should  be  used. 

2*  Maximum  flexibility  should  be  used  in  accomplishing  tasks 
and  solving  problems.  This  does  not  mean  that  "everyone  Is 
to  be  able  to  do  everything".  Team  members  3hould  learn  to 
do  those  jobs  for  which  aptitude  and  interest  exist. 

3.  Team  orientation  should  be  towards  the  total  operation 
rather  than  individual  jobs. 

.  .  a.)  The  effectiveness  of  the  team  effort  is  greater  than  the 
sum  of  individual  efforts. 

b.)  Team  membership  for  problem  solving  must  be  carefully 
defined.  (Members  without  input  or  a  stake  in  the  sol¬ 
ution  should  not  ce  involved  in  most  oases.) 

4.  Mutual  trust  is  a  building  block  of  work  effectiveness. 

5.  uyglene  factors  must  <>e  satisfied  on  u  continuing  basis  in 
such  areas  as  pay,  employee  benefits,  work  rules,  and  facila 
itles. 

6.  Solving  problems  and  establishing  relationships  should  be 
accomplished  through  an  open  exchange  of  thoughts  and  feel¬ 
ings,  aimed  at  satisfying  both  individual  and  Company  needs, 

7.  A  dynamic  organization  is  maintained  by  encouraging  ex¬ 
posure  to  environment  that  encourages  change  and  provides 
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freedom  to  respond  to  these  signal*, 

8.  Mature  people  are  proactive  in  assuming  Increasing  respon¬ 
sibility,  given  appropriate  training,  input,  and  freedom. 

9.  Decisions  are  best  made  close  to  the  source  of  input,  im¬ 
plementation,,  e fleet,  and  accountability, 

10.  Teams  gain  unity  and  direction  in  a  large  part  through  goals 
in  which  they  have  participated  in  setting. 

11.  Long  term  organizational  health  needs  must  ue  considered  In 
situations  where  short  term  production  goals  threaten  to 
become  over-riding. 
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TjsAM  BUILDING  AGENDA 
A  Modal  of  Organizations 
Team  Critique  Checklist 
Setting  Goals 

Analysing  Problems  in  Teams 

Team  Building  and  Shared  Leadership 

Talking  and  Listening 

The  Johari  Window 

Giving  Interpersonal  feedback 

Organization  and  Individual  Needs 

The  New  Truck  Dilemma  ( uNA  Film) 

Job  Enrichment  Questior.aire 
Growth-Key  To  Effective  Jobs 
Getting  Performance  In  Organizations 
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APPENDIX  IV 

The  circles  balow  represent  teams  and  their  Interaction.  Module  A 
has  a  one  shift  operation  with  making,  packing,  and  shipping  teams. 
Module  fi  has  a  three  shift  operation  with  making,  packing,  and  ship1 
teams  on  each  shift.  These  shifts  are  considered  teams  as  well  as 
the  three  teams  within  each  shift.  There  is  also  an  interlationship 
across  shifts  in  Module  B  based  on  technology,  i.e.  making,  packing 
and  shipping. 


Plant 

Manager 

Team 


Total  Plant  Team 


Environment 
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"Code  of  Conduct" 

Individual 

1.  Each  Individual  is  expected  to  invest  his  personal  abilities  in 
a  way  which  provides  maximum  benefit  to  the  team. 

2.  Any  individual  has  the  right  to  work  through  (confront/support) 
issues  whenever  he  feels  the  code  of  conduct  has  been  violated. 

3.  Each  person  has  a  right  to  learn  and  grow  at  his  own  rate,  and 
this  is  respected  provided  that  he  (she)  demonstrates  a  con¬ 
tinuing  effort  towards  growth, 

4*  There  is  a  common  basis  of  trust  and  respect  for  others. 

i?.  It  is  alright  to  extend  one's  abilities  to  accomplish  something, 
because  help  and  support  can  be  expected  from  other  members  of 
the  team. 

Tegg 

1.  The  team  operates  on  the  basis  of  full  and  free  communication  of 

information  relevant  to  the  production  of  the  brand. 

2.  The  atmosphere  of  team  meetings  permits  and  values  emotional 
expression  as  well  as  task-oriented  problem  solving. 

3.  Team  decisions  normally  follow  the  pattern  of:  (a)  sharing  data, 
(b)  expression  of  opinions,  (c)  selection  of  tentative  decision, 
(d)  attempts  to  sway  group  by  those  whose  disagree,  (e)  accept¬ 
ance  of  the  decision  by  the  group. 

Leadership 

1.  Although  ho  is  designated  by  management,  the  team  leader  earns 
his  leadership  from  below  by  demonstrating  his  capability  and 
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not  through  hi a  hierarchical  designation. 

2.  The  team  leader  la  responsible  for  Interpreting  and  relating 
information  and  for  maintaining  and  enriching  the  environment, 

3 .  The  team  leader  is  responsible  for  process  facilitation  during 
team  meetings. 

g«L«LL8fttlSB 

1.  Influence  is  based  on  technical  competence  and  knowledge  rather 
than  power  and  organizational  position. 
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.  APPENDIX  VI 

SOME  ASSUMPTIONS  ABOUT  THE  NATURE  AND  FUCTIONING  OP  ORGANIZATIONS 

The  following  assumptions  grow  naturally  from  the  concepts  shown  In 

Appendix  lit 

1.  The  basic  uuitB  to  deal  with  in  promoting  change  are  teams  rather 
than  individgals. 

2.  A  hey  change  goal  is  to  prevent  or  at  least  reduce  inappropriate 
competition  between  parts  of  the  organization. 

3*  Decision  making  in  an  effective  organization  is  located  close  to 
the  source  of  input,  Implementation,  and  accountability  rather 
that  being  based  on  hierarchy  or  role. 

4.  Goals  are  the  basis  for  managing  an  Organizations  affairs. 

3.  Development  of  trust,  openness,  and  communication  between  and 
across  levels  in  the  organization  ie  essential  to  an  effective 
organization. 

6.  Allowing  people  to  fully  participate  will  result  in  real  "owner¬ 
ship'1  . 
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